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Introduction 

As  a  result  of  the  Dayton  Peace  Accord  in  the  summer  of  1995,  the  U.S.  Army  as  part 
of  the  NATO  Implementation  Force  became  an  element  of  Operation  Joint  Endeavor. 
During  execution  of  Operation  Joint  Endeavor  and  the  deployment  of  U.S.  Forces  to 
Bosnia-Herzegovina  (B-H),  the  Operations  Research  /  Systems  Analysis  (ORSA)  Cell  was 
directed  to  assist  the  HQ  USAREUR  Crisis  Action  Team  (CAT).  The  Chief  and  6 
ORSAs  were  brought  under  the  operational  control  of  the  Director  of  the  CAT.  The 
ORSA  Cell  provided  continuous  24  hour  coverage  from  the  22nd  of  November  1995 
through  the  end  of  January  1996,  and  produced  a  variety  of  analytical  products  for  use  by 
the  Director  and  the  Staff  Element  members  of  the  CAT.  Traditional  as  well  as  emerging 
ORSA  technologies  were  used  to  produce  a  number  of  analytical  and  managerial  products. 
These  products  described  in  detail  in  this  report,  varied  from  establishing  the  USAREUR 
time  line  with  all  critical  events  and  decision  points,  to  identifying  critical  pre-deployment 
tasks  to  be  accomplished,  to  mapping  out  the  construction  of  the  base  camps  and  the  unit 
flows  into  the  theater,  to  projecting  the  population  buildup  in  the  deployed  countries. 


Background 

Bosnia-Herzegovina  (B  H)  has  one  of  the  most  unique  historical  positions  and 
geographic  locations  in  the  world.  Centuries  of  ethnic  and  religious  fighting,  highlighted 
by  the  beginnings  of  two  World  Wars  were  ignited  by  events  that  took  place  in  this  area. 
Additionally,  it  has  been  the  dividing  lines  between  the  world’s  three  major  religions; 
Catholicism,  Orthodoxy  and  Islam.  This  area  of  Eastern  Europe,  with  it’s  geopolitical, 
economic  and  religious  differences,  has  been  the  location  of  extensive  warfare  among  the 
Croats,  Serbs  and  Muslims  for  centuries.  The  1991  demographics  show  that  41%  of  the 
population  were  Muslims ,  31%  were  Serbs  and  17%  were  Croats. 

The  “harmony”  of  the  post-World  War  II  era  was  a  result  of  the  dictatorial  rule  of 
Josip  Broz  (Tito)  and  the  area’s  position  as  a  buffer  between  the  East  (Warsaw  Pact)  and 
the  West  (NATO).  With  the  death  of  Tito  in  1980  and  the  threat  of  the  cold  war  ended, 
the  1990’s  brought  significant  change  and  unrest,  and  polarization  began  anew.  As  a 
result  of  these  changes,  old  animosities  surfaced  between  the  richer  northern  regions  and 
the  poorer  southern  regions  with  a  concurrent  resurgence  of  the  strong  ethnic/nationalists 
hatreds.  The  post-communist  leaders  fostered  these  hatreds  for  their  own  political  and 
electoral  benefits  with  a  complete  breakdown  of  civil  and  social  structures.  A  civil  war  had 
begun. 

During  the  early  1990s,  the  uncontrolled  turmoil,  fighting  and  deaths  which  took  the 
form  of  “ethnic  cleansing”  led  to  the  world  community  demanding  peace.  The  United 
States  took  the  lead  and  assembled  the  warring  factions  in  the  summer  of  1995  to  hammer 
out  what  is  now  called  the  Dayton  Peace  Accord.  This  Accord  formulated  the  conditions 
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necessary  for  a  cease  fire  and  established  NATO  as  the  Implementation  Force  (IFOR)  of 
the  Accord. 

The  United  States  along  with  other  members  of  NATO  as  members  of  IFOR  were 
given  specific  areas  to  secure,  with  mission  objectives  and  a  timeline  for  execution. 
Deployment  was  to  begin  in  November  1995  and  be  completed  by  20  January  1996. 

During  the  November  1995  time  frame,  the  U.S.  embarked  on  planning  the  deployment 
offerees  into  B-H.  This  was  to  be  the  largest  peace  enforcement  mission  in  our  history. 
The  effort  entailed  movement  of  over  20,000  troops  and  their  equipment  from  various 
points  in  Europe  and  the  U.S.  through  several  countries  to  multiple  locations  in  the  Area 
of  Operations  (AO).  The  primary  method  for  inter  European  movement  was  to  be  rail. 

This  effort  fit  well  within  the  mission  of  HQ  USAREUR  to  maintain  a  combat-ready, 
forward-deployed  force  capable  of  providing  immediate  responses  in  support  of  NATO, 
U.S.  bilateral,  U.S.  multilateral,  and  U.S.  unilateral  objectives. 

The  operation  was  to  be  staggered  and  sequenced  by  first  deploying  forces  to  Hungary, 
establishing  an  Intermediate  Staging  Base  for  the  reception,  staging,  onward  movement, 
and  integration,  constructing  a  base  camp  in  Croatia  near  the  Sava  River,  opening  Lines  of 
Communications  (air,  ground  and  electronic),  including  the  building  of  the  bridge  over  the 
Sava  River,  and  subsequently  deploying  forces  to  Bosnia-Herzegovina.  In  concert  with 
NATO  elements  and  in  accordance  with  the  Dayton  Accord,  the  HQ  USAREUR  Crisis 
Action  Team  (CAT)  was  responsible  for  coordinating  and  directing  all  activities 
concerning  the  deployment  of  the  United  States  Army’s  forces  and  their  equipment. 

During  the  early  planning  stages,  it  became  apparent  that  some  independent  analytical 
group  would  prove  worthwhile.  The  HQ  USAREUR  Operations  Research  Systems 
Analysis  Cell  was  directed  to  provide  that  assistance. 


The  ORSA  Cell  was  tasked  to  provide  analytical  support  of  undetermined  levels,  for 
an  unspecified  time  to  the  USAREUR  Crisis  Action  Team  Director.  The  role  was  one  of 
unlimited  scope.  The  CAT  Director  was  aware  of  a  need  to  first  focus  on  the  development 
of  a  timeline  so  that  all  activities  of  the  operation  could  be  synchronized.  This  required 
objective  analysis  that  an  independent  asset  like  the  ORSA  Cell  could  provide.  Additional 
tasks  and  support  to  be  conducted  on  a  variety  of  topics  was  yet  to  be  specified.  After  the 
Timeline  was  established,  the  CAT  Director  placed  no  limitations  on  the  breadth,  depth  of 
activities  or  the  access  of  the  ORSA  Cell  to  anyone  or  organization  determined  by  the  Cell 
to  be  significant  to  the  development  of  efforts. 

With  this  as  a  mandate,  the  Cell  began  to  explore  potential  projects  beyond  the 
preparation  and  maintenance  of  the  timeline.  Rapidly,  areas  in  logistics,  transportation, 
force  movement,  base  camp  construction,  unit  flow  and  deployment  population  tracking 
and  projection  became  tasks  of  the  ORSA  Cell.  To  accomplish  many  of  the  tasks,  the  Cell 
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expanded  on  the  traditional  ORSA  skills  into  problem  prediction/resolution,  asset 
management,  and  analysis  of  international  agreements  with  potential  political,  economic, 
and  treaty  impacts  on  the  operation.  With  direct  and  unlimited  access  to  the  staff,  the  Cell 
became  fiilly  integrated  into  the  CAT  operations  with  representation  at  meetings  such  at 
the  TPFDD  Deconfliction  Conference,  USAREUR  Movement  Board,  CINC  Daily 
updates  and  the  CAT  Shift  Changeover  Briefings.  The  Cell  briefed  their  products 
constantly  and  provided  “on  the  spot”  analysis  and  comments  upon  request. 

This  in-depth  exposure  to  all  aspects  of  the  management  and  execution  of  the  planning 
and  deplo5mient  phases  of  the  Operation,  plus  the  independence  of  the  Cell  and  the 
growing  informational  data  base,  allowed  the  Cell  to  become  predictive  and  proactive.  In 
this  role,  the  Cell  was  able  to  determine  critical  events  and  advise  USAREUR  of  potential 
issues  in  the  Operation. 


Summary  of  Efforts 

The  following  provides  a  summary  of  the  ORSA  Cell’s  major  involvement.  Examples 
of  the  final  products,  along  with  other  pertinent  information,  are  contained  in  the 
appendices.  Project  books  with  Computer  diskettes  were  kept  on  each  of  these  efforts,  as 
were  daily  shift  logs,  providing  an  audit  trail  for  the  work  accomplished. 

The  reason  for  the  initial  ORSA  Cell  involvement  was  to  capture  pertinent  information 
concerning  important  political  and  military  events  and  dates  (POL-MIL  Timeline)  and  to 
structure  a  baseline  for  all  members  of  the  Headquarters  to  use  as  a  point  of  departure. 

The  Crisis  Action  Team  Director  needed  a  method  to  focus  the  efforts  of  the  USAREUR 
Staff  and  focus  briefings  with  Senior  Leaders.  The  Chief  of  Staff  tasked  the  ORSA  Cell  to 
work  with  the  CAT  to  develop  a  methodology  to  collect  and  identify  critical  information 
and  develop  a  means  to  portray  the  critical  information  to  the  CINC. 

The  ORSA  Cell  coordinated  with  the  USAREUR  Political  Advisor,  DCSOPS,  PAO 
and  other  staff  sections  to  identify  all  key  events  and  dates  leading  up  to  the  deployment  of 
forces  to  Bosnia-Herzegovina  involving  organizations  external  to  and  within  USAREUR. 
These  Key  Political-Military  and  USAREUR  events  were  laid  out  on  a  timeline  to  identify 
CINC  decision  points,  facilitate  discussions  with  Senior  Leaders  and  synchronize  the 
efforts  of  the  staff 

The  POL-MIL  Timeline  was  briefed  to  the  CINC  and  USAREUR  Staff  daily  during 
the  B-H  Updates.  This  information  was  used  to  synchronize  and  focus  the  USAREUR 
Staff,  V  Corps,  and  21st  TAACOM  efforts.  Furthermore,  a  common  timeline  and 
reference  points  were  established  which  facilitated  the  timely  exchange  of  critical 
information. 

The  ORSA  Cell,  using  this  technique,  integrated  the  military,  political  and  diplomatic 
actions  and  decision  points  as  they  took  place  and  were  anticipated.  This  became  the 
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single  “baseline”  for  all  staff  element  planning  and  the  update  briefings  for  the  CINC. 

With  this  as  a  linchpin,  all  elements  of  the  USAREUR  Staff  were  synchronized  in  the 
execution  of  their  activities  supporting  Operation  Joint  Endeavor.  The  final  result  of  this 
effort  is  shown  in  Appendix  A. 

The  CAT  Director  also  needed  a  method  to  focus  the  efforts  of  the  CAT  and  its 
members  for  briefings  and  discussions  with  Senior  Leaders.  The  ORSA  Cell  developed  a 
series  of  charts  depicting  the  flow  of  forces  in  the  Area  of  Operations  (AO)  for  the 
Planning,  Preparation  and  Deployment  Phases  of  Operation  Joint  Endeavor.  Coordination 
was  made  with  DCSOPS-Plans,  the  entire  Crisis  Action  Team,  and  V  Corps,  G-3  Plans. 
The  charts  depicted  the  Force  Packages,  planned  deployment  windows,  key  units,  and 
critical  dates. 

During  the  Deployment  Phase,  these  charts  depicted  the  flow  of  force  packages,  key 
dates  tied  to  treaty  implementation  events,  and  color  codes  (Green-on  track,  Amber-could 
cause  problems  and  Red-impacting  operations)  to  illustrate  whether  the  flow  was  on  time 
or  late.  After  several  of  the  U.S.  Force'  packages  closed,  the  flow  of  Multinational  Forces 
into  the  Area  of  Operations  were  depicted. 

The  charts  were  briefed  to  the  CINC  and  other  Senior  Leaders  during  the  daily  B-H 
Updates.  The  charts  helped  focus  the  efforts  of  the  Crisis  Action  Team  and  gave  the  CAT 
Director  a  visual  outline  to  use  when  summarizing  significant  activities  during  the  B-H 
Updates.  Final  versions  of  the  USAREUR  Campaign  Plan  charts  are  shown  in 
Appendix  B. 

The  efforts  of  the  ORSA  Cell  expanded  to  assist  in  the  collection  of  critical  facts  to  aid 
the  CAT  Director  and  the  CAT  Shift  Team  Chiefs  in  the  identification  and  tracking  of 
critical  tasks  required  in  the  planning  phase  of  Operation  Joint  Endeavor.  ORSA  Cell 
developed  a  methodology  to  collect  task  information  from  each  staff  element,  resulting  in 
the  development  of  a  critical  task  list  and  identification  of  the  critical  path  for  the  senior 
leadership  and  Crisis  Action  Team.  Using  a  project  management  software  package,  a 
Master  Task  List  data  base  of  647  tasks  were  identified  and  captured  on  a  single  data  file 
that  could  be  sorted  on  any  number  of  indices  (such  as  Force  Package,  date,  place  and/or 
Staff  Element).  This  data  file  was  maintained  until  tlic  deployment  of  forces  started. 

Details  of  the  Master  Task  List  can  be  found  in  Appendix  C. 

All  of  these  Products  were  used  by  the  Staff  to  insure  that  all  tasks  were  identified  and 
sequenced,  start/stop  dates  and  duration  of  operations  were  determined,  and  that  linkages 
and  relationships  were  established  within  functional  areas,  between  areas  and  within  force 
packages. 

The  CAT  Director  used  the  task  list  to  oversee  the  planning  and  pre-deployment 
responsibilities  of  USAREUR.  Products  also  provided  a  mechanism  to  identify  critical 
events  and  specified  or  implied  tasks,  the  completion  of  which  were  essential  to  mission 
accomplishment. 
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The  task  list  effort  produced  several  products  including  sorts  by  Staff  Element  (10)  and 
Force  Package  (6)  that  were  the  basis  for  the  development  of  the  “Critical  Issues”  lists. 
These  issues  were  “critical”  because,  if  not  accomplished  as  planned,  there  would  be  a 
degradation  of  USAREUR’s  ability  to  meet  the  requirements  of  the  operation.  These 
Critical  Issues  lists  were  used  to  provide  high  visibility  and  monitoring  of  the  most 
important  tasks  in  the  Pre-deployment  planning  phase.  Another  benefit  was  greater 
communication  among  staff  elements.  For  Example,  DCSLOG  had  to  consider  the 
personnel  impacts  of  LOG  decisions,  DCSOPS  movement  plans  had  to  consider 
DCSLOG’s  ability  to  put  equipment  and  materials  where  needed.  The  outcome  was  that 
POCs  became  more  knowledgeable  of  the  staff  interdependence  and  realized  that  they 
must  consider  how  their  decisions  affected  other  functions.  The  Critical  Issues  are  found 
in  Appendix  D. 

Another  significant  effort  of  the  ORSA  Cell  was  the  tracking  of  the  deployment  of 
troops  and  equipment  to  the  AO  for  each  force  package.  The  international  agreement 
decreed  that  a  strict  deployment  schedule  of  troops  to  Bosnia-Herzegovina  be  followed. 
The  CINC  also  wanted  a  method  to  evaluate  the  deployment  of  units  and  their  equipment, 
as  well  as  a  5-day  forecast  for  planned  deployments.  The  Cell  developed  a  methodology 
which  depicted  the  daily  progress  of  each  force  package  and  their  planned  deployments. 
ORSA  Cell  recommended  the  use  of  deployment  charts  that  compared  the  number  of 
personnel  and  equipment  (expressed  in  short  tons)  in  the  TPFDD  (requirement)  to  the 
actual  and  scheduled  deployment  over  time.  Data  concerning  actual  movements  was 
collected  from  various  sources.  Information  about  scheduled  movements  was  obtained 
and  used  to  project  progress  through  a  five  day  window  for  each  force  package:  NATO 
Enabling,  National  Support  Element,  Line  of  Communications  Force,  Initial  Entry  Force, 
Strike  Force,  and  Task  Force  Eagle. 

These  charts  were  updated  daily  to  provide  the  CINC  with  a  current  picture  of  the 
forces  and  equipment  flowing  through  and  entering  the  designated  Areas  of  Operations. 
Although  routine,  this  task  was  significant  because  the  Peace  Accord  specified  specific 
numerical  limits  of  troop  deplo5mients  to  B-H.  Deployment  charts  were  included  in  the 
daily  B-H  Update  to  the  CINC.  Also,  ODCSENGR  used  the  charts  to  project  initial 
billeting  requirements  down  range.  The  summary  of  this  effort  is  found  in  Appendix  E. 

Management  of  the  Unit  Flow  &  Base  Camp  Construction  (Appendix  F)  was  critical 
to  the  success  of  the  deployment.  In  order  to  identify,  track  and  monitor  the  establishment 
of  the  base  camps,  the  Cell  developed  PERT  (Project  Evaluation  and  Review  Techniques) 
charts  to  track  the  progress  of  the  base  camp  construction  and  the  flow  of  the  Forces 
to/through  each  camp.  This  provided  visibility  of  the  operations,  movements  and  progress 
of  units  toward  closure  of  this  phase  of  the  operation. 

Senior  Leaders  became  uncomfortable  with  the  base  camp  construction  schedule  and 
whether  it  supported  the  flow  of  forces.  CINC’s  Initiative  Group  and  ORSA  Cell  worked 
together  to  analyze  the  problem  and  develop  recommendations.  The  objective  was  to 
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analyze  the  flow  offerees  into  B-H  to  determine  if  it  established  sufficient  force  to 
Monitor  the  Zone  of  Separation  and  implement  the  treaty  relative  to  the  Zone  of 
Separation.  An  additional  objective  was  to  determine  whether  force  flow  was 
synchronized  with  base  camp  construction  schedule. 

The  ORS  A  Cell  developed  PERT  charts  to  show  the  relationship  between  the  flow  of 
forces  into  B-H  and  building  thirteen  base  camps,  and  to  determine  whether  or  not  units 
would  meet  prescribed  goals  for  closure.  The  PERT  charts  clearly  identified  the  critical 
path  of  base  camp  construction.  The  charts  illustrated  the  tight  timelines  and  critical 
relationship  between  construction  units,  units  that  secure  and  check  the  area  for  mines, 
base  camp  construction  schedule,  requirements  for  construction  material  and  tents,  and 
when  units  would  be  able  to  move  into  a  base  camp. 

PERT  charts  were  briefed  to  all  Senior  Leaders  and  posted  in  the  CINC  Huddle  Room 
(Executive  meeting  room).  Recommendations  to  detach  units  involved  in  base  camp 
construction  fi-om  other  missions  and  to  expedite  deployment  of  engineer  units  and 
construction  materials  were  implemented.  ODCSENGR  used  the  PERT  chart  to  track  the 
progress  of  base  camp  construction. 

The  ORSA  Cell  also  was  involved  with  the  USAREUR  Movement  Board  process. 
The  CINC’s  Initiative  Group  requested  the  Cell  to  review  and  verify  future  (6  days  out) 
Planned/EUCOM  validated  TPFDD  requirements  and  to  incorporate  emerging 
requirements  that  had  TPFDD  impact.  This  product  directly  influenced  the  generation  of 
air  and  rail  schedules.  The  process  is  depicted  in  Appendix  G. 

Throughout  the  deployment,  EUCOM  and  DCSPER  were  constantly  being  asked  for 
predictions  of  number  of  personnel  downrange  on  any  given  date.  The  actual  deplojmient, 
movement  and  arrival  of  US  Forces  had  to  be  closely  monitored  to  ensure  that  the 
implementation  dates  of  the  Peace  Accord  were  met  and  the  population  caps  were  not 
exceeded.  To  help  quickly  answer  questions  concerning  the  number  of  people  deployed, 
the  ORSA  Cell  developed  a  quick  methodology  for  predicting  the  deployed  population  in 
Hungaiy,  Croatia,  and  B-H  over  time.  This  product  tracked  these  numbers  and 
extrapolated  estimates  to  predict  populations  for  each  of  the  designated  areas.  This  Chart 
was  maintained  daily  and  used  at  the  action  officer  level  to  track  actual  deployment 
numbers  and  to  support  estimates  on  future  numbers.  The  deployment  projections  were 
also  used  to  predict  the  number  of  troops  deployed  at  Christmas  and  on  the  15th  of 
January  for  briefings  to  the  White  House.  The  Deployment  Population  Projection 
charts  are  contained  in  Appendix  H. 


Throughout  the  deployment,  the  ORSA  Cell  was  a  valued  asset  for  its  inherent  skill 
and  experience  level  and  its  ability  to  provide  quick  and  insightful  responses  to  a  wide 
variety  of  tasks.  Upon  reflection,  some  of  the  reasons  which  this  effort  was  so  successful 
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was  that  the  ORS  A  Cell  had  independence  of  action  and  was  composed  of  analytically 
strong  individuals,  wanting  to  contribute  and  committed  to  providing  the  Army  with  the 
best  answer  possible.  This  allowed  the  CAT  Director  to  ask  us  to  focus  on  specific 
events,  addressing  the  potential  problem  area  fi-om  an  overall  viewpoint,  not  being 
impeded  by  day  to  day  tasks  which  consumed  most  of  the  members  of  the  CAT.  The 
ORSA  Cell,  along  with  the  CINC’s  Initiative  Group  looked  to  the  future  in  identifying 
critical  events  and  specific  tasks  which  had  to  be  accomplished  in  order  to  keep  the 
deployment  operation  going  smoothly.  It  is  easy  to  recommend  for  future  deployments  or 
re-deployments,  that  a  group  of  individuals  similar  to  those  in  the  ORSA  Cell  and  the 
CINC’s  Initiatives  Group  be  assigned  to  the  CAT  Director.  That  group  needs  to  possess 
skills  which  are  analytically  based,  have  a  thorough  knowledge  of  military  operations,  and 
possess  a  willingness  to  tackle  a  multitude  of  challenging  problems. 

During  the  utilization  of  the  ORSA  Cell  in  support  of  the  execution  of  Operation  Joint 
Endeavor,  the  Cell’s  value  increased  exponentially.  With  it’s  early  success  of  producing  a 
coherent  and  valid  Timeline,  the  confidence  in  and  experience  of  the  analysts  grew.  Their 
ability  to  anticipate  issues  and  provide  quick,  accurate  and  useful  responses  to  a  variety  of 
tasks  became  a  mainstay  of  the  CAT  operations. 

None  of  the  analysts  had  a  pre\dous  opportunity  to  observe  first  hand  the  complexities 
and  intricacies  of  the  movement  of  so  many  soldiers  and  associated  equipment  to  meet  an 
Army  mission.  The  internal  operations,  requirements  and  deadlines  each  staff  element  had 
to  execute  in  precise  sequence  was  impressive  and  noteworthy.  Additionally,  the  team 
had  the  opportunity  to  observe  and  understand  the  Multi-National,  NATO,  and  EUCOM 
interactions  required  to  effectively  execute  a  deployment  of  this  magnitude. 

The  involvement  of  the  ORSA  Cell  in  the  execution  of  Operation  Joint  Endeavor  was 
by  far  the  most  intense  developmental  experience  any  of  the  analysts  could  have  wanted. 

It  not  only  brought  to  the  fore  the  value  and  significance  of  a  variety  of  ORSA  techniques, 
but  provided  each  individual  with  in-depth  knowledge  of  “How  the  Army  Deploys.”  As  a 
result,  the  analysts  developed  an  appreciation  of  the  complexities  of  deploying  a  modem 
day  army  in  a  multi-national  scenario.  Even  more  so,  the  analysts  developed  an 
overwhelming  appreciation  for  the  skill,  competence,  experience  and  dedication  of  the 
U.S.  Army  officers  and  enlisted  soldiers. 
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APPENDIX  A 


POLITICAL  - 
MILITARY 
TIMELINE 


POL-Mil  Timelines 


1.  SPONSOR:  Chief  of  Staff 

2.  OBJECTIVE:  To  graphically  depict  the  Political  and  Military  events  leading  up  to  the 
deployment  of  forces  to  Bosnia-Herzegovina  and  identify  CINC  Decision  Points  in  order  to 
facilitate  discussions  with  Senior  Leaders  and  synchronize  the  efforts  of  the  staff. 

3.  BACKGROUND:  Director,  Crisis  Action  Team  needed  a  method  to  focus  the  efforts  of  the 
USAREUR  Staff  and  focus  briefings  with  Senior  Leaders.  CoS  tasked  ORSA  Cell  to  work  with 
the  Director,  Crisis  Action  Team  to  develop  a  methodology  to  collect  and  identify  critical 
information,  and  develop  a  means  to  visually  portray  the  critical  information  to  the  CINC. 

4.  DISCUSSION: 

a.  ORSA  Cell  developed  a  methodology  to  collect  and  identify  critical  information  from  the 
Staff.  These  are  discussed  in  Appendix  C,  Master  Task  List,  and  Appendix  D,  Critical  Issues. 

b.  ORSA  Cell  coordinated  with  the  USAREUR  Political  Advisor,  DCSOPS  Plans  and 
Operations  Division  Chiefs,  and  other  staff  sections  as  required  to  identify  key  events  and  dates 
involving  organizations  external  to  USAREUR,  and  events  and  dates  controlled  by  USAREUR. 

c.  Key  Political-Military  events  and  USAREUR  events  were  laid  out  on  a  timeline  to  facilitate 
identification  of  CINC  Decision  points. 

5.  RESULTS: 

a.  Charts  were  briefed  to  the  CINC  and  USAREUR  Staff  during  the  daily  BH  Updates. 

b.  Charts  helped  synchronize  and  focus  USAREUR  Staff,  V  Corps  and  21st  TAACOM 
efforts.  Furthermore,  a  common  timeline  and  reference  points  were  established  which  facilitated 
the  exchange  of  critical  information. 

6.  STATUS:  Last  charts  developed  and  briefed  on  18  Dec  95.  These  charts  are  displayed  on  the 
following  pages. 
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APPENDIX  B 


CAMPAIGN  PLAN 
TIMELINES 


Campaign  Plan  Requirements 


1.  SPONSOR:  Director,  Crisis  Action  Team 

2.  OBJECTIVE:  To  graphically  depict  the  flow  of  forces  into  the  Area  of  Operation  in  order  to 
facilitate  discussions  with  Senior  Leaders  and  focus  the  efforts  of  the  Crisis  Action  Team. 

3.  BACKGROUND:  Director,  Crisis  Action  Team  needed  a  method  to  focus  the  efforts  of  the 
Crisis  Action  Team  and  focus  briefings  and  discussions  with  Senior  Leaders. 

4.  DISCUSSION: 

a.  ORSA  Cell  developed  a  series  of  charts  depicting  the  flow  of  forces  into  the  Area  of 
Operation  for  the  Planning,  Preparation  and  Deployment  Phases.  Coordination  was  made  with 
DCSOPS-Plans,  Director,  Crisis  Action  Team,  and  V  Corps,  G3-Plans. 

b.  During  the  Planning  and  Preparation  Phases  the  charts  depicted  the  Force  Packages, 
planned  deployment  windows,  key  units,  and  critical  dates.  The  charts  helped  focus  leaders  on 
the  critical  force  packages  and  the  units  included.  Additionally,  it  helped  each  headquarters  to  use 
the  same  terminology.  See  Annex  1 . 

c.  During  the  Deployment  Phase  the  charts  depicted  the  flow  of  force  packages,  key  dates  tied 
to  treaty  implementation  events,  and  color  codes  to  illustrate  whether  the  flow  was  on  time  or 
late.  After  several  of  the  U.S.  Force  packages  closed,  the  flow  of  Multinational  Forces  into  the 
Area  of  Operations  were  depicted.  See  Annex  2  and  3,  respectively. 

5.  RESULTS:  Charts  were  briefed  the  CINC  and  other  Senior  Leaders  during  the  daily  BH 
Updates.  The  charts  helped  focus  the  efforts  of  the  Crisis  Action  Team  and  gave  the  CAT 
Director  a  visual  outline  to  use  when  summarizing  significant  activities  during  the  BH  Updates. 

6.  STATUS:  Last  charts  developed  and  briefed  30  Jan  96. 
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APPENDIX  C 


MASTER  TASK 
LISTS 


Master  Task  List 


1.  SPONSOR:  Director,  Crisis  Action  Team 

2.  OBJECTIVE:  Identify  and  track  the  critical  and  ancillary  tasks  of  the  USAREUR  Staff  in 
support  of  Operation  Joint  Endeavor.  Identify  the  critical  path  and  potential  “break”  points  for 
the  senior  leadership  and  Crisis  Action  Team. 

3.  BACKGROUND:  No  single  data  base  existed  to  collect,  collate  and  track  the  critical  and 
ancillary  tasks  in  support  of  the  USAREUR  B-H  mission. 

4.  DISCUSSION: 

a.  ORSA  Cell  developed  a  methodology  to  collect  task  information  from  each  staff  element, 
resulting  in  the  development  of  a  “laundiy”  list  of  their  top  15  tasks. 

b.  Each  POC  identified  relationships  and  relative  criticality  of  each  task.  ORS.A.  Cell  used 
Microsoft  Excel  software  to  create  initial  spreadsheets.  Continuous  updates  of  the  information 
were  requested  and  collected  from  the  CAT  staff.  EXCEL  spreadsheet  didn’t  pro\’ide  the 
flexibility  required  to  meet  information  requirements 

c.  Using  Microsoft  Project  Manager  software  a  new  data  base  was  created.  .A.t  it’s  apex,  647 
tasks  were  being  tracked  across  10  staff  agencies  for  6  force  packages.  Outputs  were  critical  to 
the  management  and  synchronization  of  the  USAREUR  staff  in  support  of  Operation  .Iokv. 
Endeavor. 

5.  RESULTS: 

a.  The  products  were  used  by  the  Staff  to  insure  that  all  tasks  were  identified  and  sequenced, 
start/stop  dates  and  duration’s  of  operations  were  determined,  and  that  linkages  and  relationships 
w'ere  established  for  each  functional  area,  between  areas  and  within  force  packages 

b.  Outputs  were  used  by  the  CAT  Director  to  oversee  all  tasks  associated  with  the  planning 
and  pre-deployment  responsibilities  of  USAREUR.  Additionally,  information  was  provided  up 
the  chain  of  command. 

c.  Products  also  provided  a  mechanism  to  identify  critical  events.  Specified  or  implied  tasks 
the  completion  of  which  are  essential  to  mission  accomplishment.  Decision  points  relate  to 
identified  critical  events.  This  experience  allowed  for  a  later  application  to  build  PERT  charts 
which  analyzed  the  flow  of  forces  into  B-H  to  determine  if  it  established  sufficient  force  to 
monitor  the  ZOS  and  determine  if  it  was  s>nchronized  with  the  Base  Camp  Construction  efforts 

6.  STATUS:  Completed.  Summarized  products  were  developed  on  24  Nov  96  (see  .Annex  1). 
The  first  detailed  products  were  provided  26  Nov  95  and  were  updated  each  shift  until  20  Dec  95, 
w'hich  was  “D”day.  See  Annex  2  for  tasks  sorted  by  functional  area 
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Methodology  for  Master  Task  List 


1.  MISSION:  To  develop  a  mechanism  to  identify,  collect,  track  and  provide  critical  analysis  of 
the  tasks  for  the  planning  and  deployment  of  U.S.  Forces  in  support  of  the  Operation  Joint 
Endeavor. 

2.  BACKGROUND: 


a.  Initial  data  collection  consisted  of  asking  the  Staff  POCs  what  they  considered  to  be  the 
top  15  tasks  in  their  respective  areas,  when  were  the  start/stop  dates  and  what  was  the  duration  of 
the  task.  The  results  were  uneven,  some  gave  more,  but  most  had  not  previously  been  asked  for 
this  sort  of  data  and  had  difficulty  developing  the  lists.  After  several  iterations,  we  got  better  at 
asking  the  questions  and  they  improved  on  their  input.  Best  results  were  achieved  through  one- 
on-one  discussions.  However,  the  first  few  days  of  the  operation  were  extremely  hectic  and 
Action  Officer  time  was  at  a  premium,  so  data  collection  was  difficult.  Improvement  in  the 
quality  and  collection  of  information  occurred  as  POCs  realized  the  value  of  the  products  in 
assisting  them  to  meet  their  requirements  to  track  tasks  and  events. 

b.  Automation  efforts  began  with  the  creation  of  spread  sheets  using  Microsoft  EXCEL. 
Although  possible  to  do,  the  software  didn’t  provide  the  flexibility  desired  in  executing  this  effort 
We  then  obtained  a  copy  of  Microsoft  Project  and  began  loading  the  information.  The  data  file 
was  titled  Master  Tasks  and  proved  to  be  easily  maintained  and  updated.  EventualK’,  we  captured 
647  tasks  fi'om  10  staff  elements  for  6  force  packages  supporting  the  operation.  The  software 
allowed  the  user  to  “cut”  the  data  by  summary  tasks,  staff  element,  critical  tasks  and  resource 
requirements.  The  Project  met  all  requirements  requested. 

c.  Outputs  at  first  were  relatively  simple,  total  lists  of  the  tasks.  Quickly  requirements 
changed  to  include  breakouts  by  Force  Package  for  the  CAT  Director  and  above,  and  b\  Staff 
Function  for  the  POCs.  The  software  proved  to  be  very  flexible  in  that  we  were  able  to  “cut"  the 
information  in  any  manner  requested.  Outputs  were  provided  twice  a  day  to  the  CAT  Team  at  or 
soon  after  the  shift  change  and  posted  in  the  CAT  Director  office.  After  the  POCs  provided 
linkage  information  we  used  the  Mcrosoft  software  to  produce  Gantt  charts  to  track  critical 
tasks,  delays  or  potential  “break”  points.  The  softw’are  also  has  the  capability  to  produce  PERT 
charts  that  provide  illustrative  layouts  of  the  tasks.  Critical  paths  are  automatically  identified  in 
red  and  change  as  data  is  inputted.  The  data  base  was  used  until  the  20  Dec  1 995. 
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Date:  2  Dec  95  Page: 


APPENDIX  D 


CRITICAL  ISSUES 


CRITICAL  ISSUES 


1.  SPONSOR;  Director,  Crisis  Action  Team 

2.  OBJECTIVE:  To  identify  critical  issues  and  potential  show  stoppers  of  interest  to  the  CINC. 

3.  BACKGROUND:  Critical  issues  requiring  CINC  action  were  not  being  identified  in  a  timely 
manner.  USAREUR  CoS  tasked  ORSA  Cell  to  help  the  Director,  USAREUR  Crisis  Action 
Team. 

4.  DISCUSSION 

a.  Critical  Event:  Specified  or  implied  tasks  the  completion  of  which  are  essential  lo  mission 
accomplishment.  Decision  points  relate  to  identified  critical  events. 

b.  Step  1  was  the  ORSA  Cell  working  with  the  USAREUR  Staff  to  identify  tasks  and  events 
by  functional  area  that  needed  to  be  accomplished  to  deploy  forces  to  Hungary  and  subsequently 
to  Bosnia-Herzegovina.  (See  Appendix  C,  Master  Task  List,  for  details.) 

c.  Step  2  was  to  identify  USAREUR  Specified  Tasks  in  the  USCINCEUR  Alen  Order  1 4 
1325  Nov  95  (See  Annex  1). 

d.  Using  the  Specified  Tasks  and  the  USAREUR  Task  List  a  Critical  Issues  Lis:  v.a> 
generated. 

5.  RESULTS: 

a.  Critical  issues  were  used  to  identify  CINC  Decision  Points  on  the  Pol-Mil  Timeline  that  was 
briefed  to  the  CINC  daily.  (See  Appendix  A  Pol-Mil  Timeline,  for  further  details ) 

b.  An  informal  paper  describing  the  Critical  Issues  and  Potential  Show  stoppers  was 
distributed  to  the  Crisis  Action  Team  on  a  regular  basis  to  keep  all  personnel  updated  on  the 
current  status  and  help  focus  their  efiforts.  See  Annex  2. 

c.  Received  positive  feedback  fi'om  everyone  on  the  effort. 

6.  STATUS:  Start  date  -  21  Nov  95. 

Updated  as  Required. 


Specified  Tasks  (USCINCEUR  Alert  Order  14  1325  Nov  95) 


1  Establish  U  S.  presence  in  U  S  TAOR 

2  Incorporate  noO'U  S  forces 

3  Examine  conceits  for  panicipation  of  non-N  ATO  forces 

4  Maintain  abilit>'  to  deploy  additional  NATO  and  non-NATO  forces 


5  Establish  a  U.S  National  Suppon  Element 

6  Designate  NSE  Commander 

7.  Establish  liaison  in  the  Joint  Commission  with  ail  members  of  the  previously  warring  factions 

8  Mark  boundaries  of  sqiaration  between  the  warring  parties 

9  Enforce  w  ithdrawal  of  forces  to  conform  to  new  boundaries 

10  Enforce  compliance  by  all  panics  to  the  peace  agreement 

11.  Enforce  cease-fire  and  compliance  b>  all  panies  w  ith  the  lines  of  separation 

12.  Executive  Agent  for  Detainee  Ops  and  Force  Protection  Operations 

13.  Ensure  self-defense  and  freedom  of  movement  of  IFOR 

14  Observe  and  prevent  interference  with  any  population  movements  that  accompan\  the 
withdrawal  of  forces  under  the  peace  plan 

15.  Facilitate  movement  of  UNHCR  and  other  international  organizations  for  humaiuianan  missions 
16  Host  OSCE  Observation  Groups 

17.  Provide  a  supporting  OPLAN  to  USEUCOM 

18.  Determine  availability  of  forces  and  establish  times 

19  •  Develop  a  validated  and  iransporiaiion-feasible  TPFDD 

20  Consider  use  of  Information  Warfare  and  Command  and  Control  Warfare 

2 1  Plan  Psychological  Operations 

22  Develop  plans  for  Civil-Military  operations 


Logistics 

23.  Provide  national  logistics  suppon  in  the  TAOR  for  deployed  U  S.  forces,  and  non-U  S  forces 

by  agreement" 

24.  Determine  requirements  for  logistics  suppon 

25.  Inform  USEUCOM  of  all  logistic  limilalions 

26.  Provide  logistic  support  for  deployed  U.S.  forces 

27.  Identify  requirements  for  Theat®"  ISBs 

28.  Establish  DACG  ^s  at  APOE  Rhein  Main  AB  and  APOE  Ramstein  AB 

29.  Lead  role  for  common  item  supplies/services  to  all  U.S.  forces  in  U  S.  AOR.  and  by  agreement 

to  non-U. S.  forces 

30  Coordinate  base  suppon  plans 

3  j  Provide  common  user  land  iransponation  suppon  for  U  S  forces 

Lead  role  for  U  S  mail  responsibilities 
33  Assume  contracting  lead 
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14  Provide  logistic/cnginccring  requirements  and  uniiyrcsourcc  shortfalls  and  identify  those  wliich  niav  be 
met  by  coniraci/HNS 

Develop  ISSAs  to  provide  common  item  supply  and  service  support  to  U  S  forces 
36  Be  prepared  lo  negotiate  reimbursable  Bi-lateral  Agreements 

3"  Deploy  rct’crse  osmosis  water  purification  units  or  other  w  ater  purification  assets 


38  Reception.  Staging.  Onward  Movement  and  Integration  (RSOI) 

39.  NSE  will  provide  RSOI  for  U.S.  forces  and  non-U  S  forces,  as  negotiated 

-^0  NSE  will  provide  movement  control  at  designated  POE/POD  and  inland  terminals 

41.  If  required,  establish  MCT  at  SPOD  Rijeka 

42  Esublish  inland  ports  and  terminals  along  LOCs  to  support  operations  and  convoys 


43. 

44. 

45. 

Engineers 


Establish  MCTs  at  APOD  Tuzla  and.  if  required,  at  APODs  Belgrade  and  Zagreb 
NSE  w  ill  provide  lerminal  operators  at  inland  terminals  along  LOCs 
Identify  Base  Operation  Support  for  forces  deployed  to  Tuzla  airfield 


46  -  Provide  Engineer  C2  to  NSE 

47  Lead  role  for  Engineer  CL  IV  support 

48  Open/maintain  MSRs  from  Sava  River,  through  Tuzla,  into  TAOR** 

49  Eslablish/mainiain  ground  combat  element  and  NSE  assembly/lodgemeni  areas 

Construct  protective  facilities  and  obstacles 

5 1  Execute  Hazardous  Material  disposal  procedures 

52  Conduct  water  drilling  operations  if  required 

Personnel 


53  Determine  personnel  augmentation  requirements 

54.  identify  personnel  with  execution-critical  skills  and  special  equipment  not  expected  from  in  ITheaier 

assets 

55.  Identify  critical  MOS  skills  not  available  from  in-Thealer  assets 

56  Determine  possible  requirements  for  Reserv  e  Forces  employment/augmentaiion  and  need  for  PSRC 

57  Identify  backfill  required  lo  maintain  current  health  serv  ice  support 

58  Determine  civilian  personnel  requirements 

59.  Develop  plans  to  support  family  members  who  remain  in-Thealer 

60.  Executive  agent  for  MWR  support  to  all  U.S.  forces  in  Central  Europe 

61.  Lead  role  for  mortuaiy’  affairs 

62.  Lead  role  for  surface,  ground,  and  rotary  wing  medical  evacuation" 

Intelligence 

63.  Provide  a  Commanders  risk  assessment  for  each  phase  of  all  supporting  plans 

64  Establish  U  S.  National  Intelligence  cells  as  appropriate  at  principal  NATO  Headquarters 

65  Provide  operaiional/iaclical  intelligence  support  for  deployed  U  S  forces  (or  non-l  S  forces  bv 

agreement) 

66  Develop  and  coordinate  leironst  threat  countermeasures 
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As  of:  3:22  PM  1/19/96 


Critical  Issues  and  Potential  Show  Stoppers 

Critical  Event:  Specified  or  implied  tasks  the  completion  of  which  are  essential  to 
mission  accomplishment  (Decision  points  relate  to  identified  critical  events). 


Delays  in  delivery  of  construction  material  causing  problems.  Additionally,  force  flav>'  moved  up 
causing  excess  troops  at  Camp  Harmon.  LTG  Abrams  wants  to  reduce  number  of  soldiers  to 
approximately  1000  at  Camp  Harmon  -  still  overcrowded  (SeaBees  built  tents  for  1 100) 

Concept  of  Ops  briefed  to  CINC  during  10  Dec  95  BH  Update.  Combination  of  Red 
Horse,  SeaBees  and  LOGCAP. 

1  AD,  V  Corps,  DCSLOG,  DCSENGR  reps  finalizing  plans  for  LOGCAP 
$  (DCSRM) 

Lease  Real  estate  (DCSENGR) 

#  and  Location  of  Base  Camps  (Plans  for  13) 

Contractor  plans  to  follow  US  Forces  and  stan  work  when  area  is  secure. 

(Terrorists,  Gangs,  Mines) 

Tuzla  req  3000  w/  total  req  of  1 7,500 

2.  Central  Region  Quality  of  Life 
Backfill  for  Health  Services  -  (CSURG) 

First  units  arrive  9  Jan  96. 

Worked  as  part  of  Reserve  Issues 

Health  Services  Cmd  plans  extensive  use  of  German  system 
Some  baclcfill  fi’om  CONUS. 

Backfill  for  Postal  (DCSPER)  -  First  units  arrive  8  Jan  96. 

Backfill  for  Finance  (DCSRM) 

Backfill  for  MPs  -  (0PM) 

Worked  as  part  of  Reserve  Issues 

Central  Region  Force  Protection  -  Active,  Reserve  &  Guard 
Option:  Augment  with  HNS  (GE  Military  willing  to  help) 

3.  Multinational  Logistics  (DCSLOG  &  21st  TAACOM) 
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Nordic  Bde  starting  to  show  up  on  6  Jan  96.  Schedules  for  Turks,  Russians  and  Nordics 
on  hand. 

Total  of  21  trains  over  next  10-14  days 

4.  Bridging  across  Sava  River:  (DCSOPS  &  V  Corps) 

First  bridge  in  31  Dec  95.  Working  on  2nd  Bridg  with  586  AFB. 

V  Corps  working  deployment  schedule  to  put  bridge  in  place.  502d  AFB  ready. 

CINCD^ision  Brief  30  Nov:  Get  bridge  Co  from  CONUS.  V  Corps  plan  approved. 
CINC  briefed  4  Dec  -  Bridge  in  place  22  Dec 

Capacity  required  (V  Corps) 

Fixed  bridge  requirement  in  Spring 
Avail  of  CONUS  Units  (DCSOPS)  - 
CINC  Decision  30  Nov  to  request  CONUS  units 
Ft.  Riley  MGB  Co.  &  Ft  Benning  AFB  —  On  schedule 
Unit  Adv  Parties  in  country  and  inspecting  &  drawing  equipment. 

JCS  &  EUCOM  EXORD  authorized  3000  for  RSOI/bridge  in  Flungary. 

5.  MSRs  in  B-H  and  Croatia  -  Currently  not  a  problem. 

Engineers  surveying  all  bridges  and  M  ill  develop  a  plan  to  improve  overall  infrasiruaw  e. 

6.  TPFDD  (DCSOPS) 

USAREUR  Movements  Board  started  12  Dec.  It  is  helping  to  clean  up  the  TPFDD  and  prioritize 
required  movements. 

Continue  to  work  on  developing  a  feasible  transportation  plan. 

Output  is  the  sequence  of  units  and  flow  from  Central  Region  to  Flungary.  Essential  to  the 
development  of  train  schedules,  air  flow  requirements  and  requirements  for  convoys  and  buses. 

Conference  held  on  29  Nov  95  -  Follow  on  2  &  3  Dec  95. 

NATO  Enabling  Force  TPFDD  finished  by  USAREUR  -  EUCOM  validated  ULNs  for  movement 
Trains  loaded  and  ready  for  pull  COB  6  Dec. 

Finalizing  TPFDD  for  NSE  ,  LOC  Opening  and  TF  Eagle  (-). 
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7.  Train  Schedules:  (21sS  TAACOM) 

Currently  on  track. 

Dipiomatic/transit  agreements  completed.  8  Dec  first  trains  departed.  Safety  assessment 
completed  and  approval  to  upload  ammo  given. 

CINC  Decision  Brief : 

30  Nov:  Spot  trains  for  NATO  Enabling  Forces;  do  not  load. 

3  Dec;  Load  NATO  Enabling  Force  trains 
7  Dec:  Spot  trains  for  NSE/LOC-3000  man  RSOI  Force 
3000  man  RSOI  start  loading  trains  07  1300  Dec 
1st  TMCA  developing  Train  schedules 

8.  Presidential  Selective  Reserve  Call  Up  -  8  Dec  (DCSOPS) 

USAREUR  Reserve  Units  alerted  9  Dec,  Mobilization  on  1 1  Dec 

FORSCOM  Units  Alerted  9  Dec  >  Possible  mobilization  date  27  Dec.  This  potentialh’ 
results  in  units  and  individuals  not  ready  to  deploy  until  mid  to  late  Jan.  Sec  of  Ann>’  briefed  Pres 
on  impact  6-7  Dec.  DCSOPS  working  with  HQDA  to  resolve. 

Identified  requirement  for  units  and  augmentees.  Done. 

9.  CL  V:  (DCSLOG)  =  DCSLOG  says  everj  thing  on  track 

Movement  of  uploaded  weapon  systems  approved  -  Safety  assessment  compleie  - 
14  railheads  okay 

Transport/Clearances  to  move  CL  V  (6  trtiins  to  Hungary,  B-H,  Croatia) 

Storage  at  ISB  in  Hungary  or  B-H 

Unit  provides  security  for  uploaded  trains  (1/2  ABL),  21st  TAACOM  MPs  provide 
security  for  Ammo  trains 

10.  LOGCAP  for  ISB  » Hungary:  (DCSLOG  &  DCSENGR) 

(CINC  decision  made  24  Nov  95) 

7  Dec;  Worked  started  on  fixed  facilities  by  Brown  &  Root. 

Lease  Real  Estate  (DCSENGR)  done  7  Dec 

Tents  (DCSLOG)  -  New  tents  arriving  in  theater  and  being  shipped  to  Hungary  via 
commercial  truck. 

Zupanja  Base  Camp;  (500  permanent  and  up  to  2000  transient)  Tentatively  scheduled  for  Na\y 
Seebees  to  build  and  then  Brown  &  Root  will  take  over  and  run 
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Choose  Contract  Mechanism-  Done 
$  (DCSRM)  -  Done 

4  Dec  -  Authorized  to  initiate  contract  and  start  spending  money. 

11.  SOFA/Transit  Agreements:  (DCSOPS  CIG)  No  longer  an  issue. 

SOFA:  Bosnia,  Croatia  negotiated  at  Dayton,  Ohio.  Hungary  approved  28  Nov  95 

Transit  agreements  in  place  for  Austria,  Czech,  and  Slovakia  on  8  Dec.  Procedures  being 
distributed  to  21st  TAACOM  and  1st  TMCA.  (Expected  approval  was  NLT  1  Dec  95  .) 

As  of  9  Dec: 

Hungary:  29  Nov  for  IFOR  Czech:  7  Dec  Austria:  8  Dec 

7  Dec  for  NSE,  etc 

Slovenia:  2  Dec  Slovakia:  7  Dec  Switzerland: 

12.  Communications  (DCSIM)  -  On  track 

NATO  Enabling  Force  on  track  per  BG  Nabor. 

Commercial  lines.  Frequencies  &  Satellite  links 

13.  Budget  (DCSRM)  No  longer  an  issue. 

1  Dec  -  Defense  Budget  became  law  —  funds  available  to  suppon  deploymeni  (DCSRMj 

14.  Contracting  Authority:  (PARC)  No  Longer  an  issue 

EUCOM  RSOI  EXORD  dtd  06203 5Z  Dec  95  gives  authority  for  actions  related  to  staging  bases 
in  Hungary,  Croatia  and  BH, 


FRY:  23  Nov 
FRYOM:  4  Dec 
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APPENDIX  E 


DEPLOYMENT 

STATUS 


Deployment  Status 


1.  SPONSOR:  Director,  Crisis  Action  Team 

2.  OBJECTIVE:  To  graphically  depict  the  deployment  status  over  time  for  each  Force 
Package;  NATO  Enabling,  National  Support  Element  (NSE),  Strike,  Initial  Entr>',  LOC 
Opening,  and  TF  Eagle. 

3.  BACKGROUND:  The  CINC  wanted  a  method  to  evaluate  the  deployment  of  units 
and  their  equipment,  as  well  as  planned  deployment  over  the  next  5  days  The  ORSA  Cell 
recommended  the  use  of  deployment  charts  that  compared  the  number  of  personnel  and 
STONS  in  the  TPFDD  (requirement)  to  the  actual  and  scheduled  deployment  over  time. 

4.  DISCUSSION: 

a.  Facts:  Process  of  tracking  units  deployed  is  not  automated,  relying  on  many  phone 
.calls  to  various  rail  heads  and  air  fields  to  obtain  data.  Accurate  counts,  especially  for 
PAX,  were  hard  to  obtain,  and  were  quite  sparse  at  the  beginning  of  the  deplo>Tnent 

b.  Assumptions:  Even  though  both  unit  name  and  ULN  were  recorded  at  the  port  of 
embarkation  (POE),  when  conflicting  information  was  encountered,  it  was  assumed  that 
the  recording  of  the  unit  name  was  most  accurate.  Furthermore,  it  was  assumed  that  the 
STONS  reflected  in  the  TPFDD  were  more  accurate  than  the  STONS  reponed  at  the 
railheads. 

c.  Methodology;  Information  concerning  actual  movements  was  collected  front 
various  sources.  Information  concerning  scheduled  movement  were  obtained  and  used  to 
project  progress  through  a  five  day  window.  Each  day,  as  additional  information  became 
available,  the  actual  and  projected  movement  data  was  updated.  See  the  next  section  on  a 
more  complete  discussion  of  the  methodology'. 

5.  RESULTS:  Deployment  charts  were  included  in  the  daily  B-H  Update  brief  to  the 
CINC.  Initially,  5  force  packages  were  briefed  (NATO  Enabling,  NSE,  LOC,  Strike,  and 
Initial  Entry),  however,  when  Strike,  LOC  and  Initial  Entry  forces  closed,  the  numbers 
used  to  generate  those  charts  were  incorporated  into  the  TF  Eagle  charts  and  only  NATO 
Enabling,  NSE,  and  TF  Eagle  force  packages  were  used  in  the  daily  briefing  These  force 
packages  were  selected  because  after  deployment,  U.S.  forces  are  only  task  organized  into 
these  3  force  packages.  Early  on  in  the  project,  the  ODCSENGR  used  the  charts  to 
project  initial  housing  requirements.  The  deployment  projections  were  also  used  to 
predict  the  number  of  troops  deployed  at  Christmas  and  on  the  1 5th  of  January-  for  the 
briefings  to  the  White  House. 

6.  STATUS:  Started:  5  Dec  95  Completed:  19  Jan  96 

The  following  pages  contain  the  final  versions  of  the  deployment  charts  Note  that 
there  are  different  ending  dates  due  to  the  fact  that  the  forces  closed  at  different  times 
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Methodology  for  Deployment  Status 

1.  Requirements:  The  TPFDD  requirements  were  obtained  from  the  OPS  Planners 
(LTC  Leonard’s  team)  whenever  significant  changes  were  made,  usually  once  a  week 
The  TPFDD  has  a  force  module  code  which  uniquely  identified  several  of  the  force 
packages  which  we  were  interested  in.  The  force  module  for  NATO  Enabling  was  unique 
and  allowed  easy  identification  of  all  the  TPFDD  lines  associated  with  the  force  package. 
This  was  also  true  of  Initial  Entry  and  the  National  Support  Element  (NSE)  associated 
with  21st  TAACOM  forward.  However,  the  force  module  codes  for  NSE  (USAREUR 
forward),  Strike,  and  the  Lines  of  Communication  (LOC)  forces  were  not  unique. 

A  line  by  line  review  of  the  TPFDD  was  conducted  identifying  which  units  were 
associated  with  the  different  force  packages.  From  this,  a  cross  reference  file  was  built 
and  used  throughout  the  project.  As  newer  versions  of  the  TPFDD  were  obtained, 
additional  scrubs  of  the  TPFDD  file  were  required  in  order  to  identify  additional  lines  that 
had  been  added  to  the  TPFDD.  In  order  to  merge  the  cross  reference  list  with  the  new 
.TPFDD,  both  files  were  loaded  into  a  data  base,  ACCESS,  and  the  files  were  joined.  The 
data  lines  which  ended  up  with  blank  force  package  codes  were  the  new  lines  which  were 
added  to  the  TPFDD.  Research  was  then  performed  to  identify  which  force  packages 
those  units  were  identified  with. 

The  cross  reference  fiJe  became  invaluable,  due  to  the  fact  that  the  data  on  actual  and 
planned  force  movement  did  not  indicate  which  force  package  they  were  associated  with. 
That  information  always  had  to  be  looked  up.  The  cross  reference  file  was  used  for  the 
look  up.  The  file  was  sorted  several  ways;  by  ULN,  by  unit  name,  and  by  force  packaee 
The  data  elements  in  the  cross  reference  file  were  force  package  code,  LTLN,  unit  name^ 
PAX,  STONs,  and  latest  arrival  date  (LAD) 

With  the  force  package  code  identified  to  each  line  of  the  TPFDD,  the  file  could  then 
be  sorted  by  force  package  and  by  latest  arrival  date  (LAD).  Daily  subtotals  for  P.AX  and 
STONS  would  then  be  computed,  and  the  resulting  requirements  data  would  be  plotted 
for  each  force  package. 

2.  Actual  and  Planned  Movements:  A  simplified  view  of  the  process  for  obtaining  and 
recording  actual  and  planned  movements  is  as  followed: 

a.  Obtain  data  on  current  movement  and  projections  from  the  force  trackers  and  2 1  st 
TAACOM. 

b.  Identify  the  force  package  associated  with  the  unit  being  moved. 

c.  If  rail,  determine  the  appropriate  STONS  to  be  counted  towards  that  mission. 

d.  Record  all  current  data  in  our  data  base  and  obtain  subtotals  by  date  for  each  force 
package. 

e.  Input  the  subtotaled  data  into  the  summary  data  base  in  preparation  for  generating 
the  deployment  charts. 

f  Transfer  the  data  to  the  deployment  charts;  print  and  distribute. 

To  estimate  when  a  unit  would  arrive  at  their  destination,  a  specified  number  of  days 
were  added  to  their  departure  time;  add  3  days  for  rail,  add  2  days  for  bus  or  convoy,  and 
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use  same  day  for  air  movement.  As  actual  data  became  available,  the  estimated  arrival 
times  were  updated,  as  wdl  as  number  of  personnel  moved.  From  the  data  received  from 
the  21st  TAACOM,  movement  for  the  next  5  days  were  projected.  The  rail  schedules 
actually  went  ftsrther  out  in  time,  but  projections  on  the  deployment  charts  were  restricted 
to  time  days  due  to  the  variability  of  actual  departures,  especially  early  in  the  deplojonent 


few  of  the  standard 

Mode 

fectors  used  were: 
Average 
STONs 

Average 

PAX 

Dimension 

Rail 

550 

10 

per  train 

Mil  Convoy 

20 

2.5 

per  vehicle 

Plane 

26 

10 

per  plane 

Self=deployed 

5 

- 

per  aircraft 

As  trains  were  projected  for  movement,  the  unit  to  be  moved  would  be  looked  up  in  the 
cross  reference  file  to  find  out  how  much  (in  STONS)  needed  to  be  moved.  That  amount, 
divided  by  550  STONS  per  train,  would  indicate  how  many  trains  were  needed,  and  the 
average  STONS  on  each  of  the  trains  would  be.  An  estimate  of  10  PAX  per  train  was 
used.  When  data  reflecting  the  actual  movement  was  later  obtained,  the  number  of  PAX 
was  updated  with  those  new  figures.  The  STONS  were  kept  as  those  initially  projected, 
not  reflecting  the  data  reported  by  the  rail  heads. 

As  units  were  looked  up  in  the  cross  reference  file,  and  trains  were  projected,  notes 
were  taken  so  that  when  foture  movements  were  made,  the  tonnage  was  not  “double 
counted”.  In  addition,  the  ACT-PLND  file  was  summarized  to  show  the  subtotals  of  P.4X 
and  STONS  that  were  moved  for  each  unit.  If  the  totals  were  more  than  those  shown  in 
the  TPFDD',  then  adjustments  were  made.  For  example,  if  a  unit  deployed  by  both  air  and 
rail  and  we  didn’t  have  visibility  of  the  tonnage  shipped  by  both  modes,  adjustments  were 
made  to  account  for  the  entire  unit  so  as  not  to  double  count  the  tonnage. 

Actual  movement  data  provided  both  the  unit  name  and  the  ULN.  Frequentl>'  when  this 
unit  was  looked  up  in  the  TPFDD,  it’s  assigned  ULN  did  not  match  the  one  given  as  the 
actual  movement.  It  was  decided  that  unit  names  were  more  accurately  reported  at  the 
rail  heads,  air  ports,  etc.,  than  were  the  ULNs.  So  each  time  data  was  received  on  actual 
movements,  the  unit  would  be  looked  up  in  the  TPFDD  cross  reference  file  in  order  to 
determine  it’s  ULN,  it’s  associated  force  package,  and  to  check  how  many  STONS  it  was 
to  have  shipped.  All  data  collected  on  actual  movements  was  recorded  in  a  spreadsheet 
called  ACT-PLND.xls;  this  was  to  provide  an  audit  trail  of  what  were  did  and  what 
assumption  were  made. 

There  were  a  variety  of  data  sources  used  during  the  deployment.  Section  4  covers 
them  in  more  detail.  The  data  for  rail,  bus  and  highway  operations  was  usually  obtained 
through  the  2 1  St  TAACOM  representative  to  the  US AREUR  CAT.  Since  2 1  st 
TAACOM  rotated  their  representatives  over  time,  the  data  supplied  varied  in  detail. 
Sometime  we  only  received  summary  data,  not  even  including  the  mission  number  of  the 
movement  in  consideration.  Sometime  we  received  the  complete  history  of  all  movements 
since  the  deployment  started  along  with  projections  for  the  next  week.  Feast  or  famine 
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We  did  begin  receiving  a  report/spreadsheet  directly  from  1st  TMCA.  Next  time  we 
should  initially  establish  that  direct  contact  with  1st  TMCA  and  consistently  receive  the 
detailed  data  necessary  to  track  dqrloyment  status  of  the  units. 

The  force  tradcers  established  a  data  base  which  initially  contained  some  valuable 
information  for  this  effort.  However,  thdr  information,  because  of  the  way  they  were 
storing  data,  did  not  make  it  conducive  to  quick  and  reliable  summaries  which  we  needed. 
After  helping  them  dean  up  their  existing  data  and  re-organizing  it  for  their  use,  we  did 
not  use  it  as  a  point  of  reference.  Once  we  established  our  data  base,  we  began  supplying 
them  with  our  information. 


Data  Sources  -  Overview 

1.  Self-deployments  :  Aviation  office  provided  the  numbers  and  types  of  aircraft 
deploying.  Usually  at  the  shift  dumgeover  briefs  they  would  armounce  what  left  during 
the  day.  During  the  evening  we  would  obtain  the  totals  for  the  previous  day.  Always 
used  the  figures  from  aviation  for  the  number  of  PAX,  which  varied  per  type  of  aircraft :  2 
PAX  per  RC-12,  AH-64,  AH-1,  OH-58D,  OH-58C,  and  4  PAX  per  CH-47  and  UH-60 

2.  Air  flow  :  The  force  trackers  of  air  flow  provided  actual  time  and  actual  arrivals  of 
flights.  Information  was  not  always  available  in  a  timely  fashion,  since  flights  continued 
throughout  the  evening  and  the  USAREUR  CAT  often  did  not  receive  confirmation  on 
arrivals  until  after  midnight.  The  main  infoimation  provided  on  the  air  flow  was  the  actual 
time  of  departure  and  arrival,  the  unit  name,  the  ULN,  the  PAX,  and  the  STONS.  Usually 
the  PAX  and  STONS  were  not  provided.  In  that  case,  the  estimated  PAX  and  STONS 

ere  used.  Given  the  unit  name  or  ULN,  the  force  package  for  the  unit  was  looked  up 
using  the  cross  reference  list.  At  that  time  a  check  was  made  to  insure  that  all  the  unit’s 
PAX  or  STONS  weren’t  previously  designated  as  moving  per  some  other  mode  of 
transportation.  If  it  was,  then  some  adjustments  were  made,  so  that  people  or  tonnage 
weren’t  double  counted.  Projections  for  air  flow  were  never  for  more  than  one  day  in  the 
future. 

3.  Bus :  Many  of  the  PAX  traveled  to  Hungary  via  commercial  buses.  Usually  we  were 
able  to  find  out  wMch  units  went,  but  not  the  number  of  PAX.  The  most  consistent 
source  of  data  for  the  number  of  PAX  came  from  the  1st  TMCA  reports.  These  reports 
provided  the  unit  name,  ULN,  travel  times,  the  number  of  PAX,  and  the  number  of  buses 
to  move  those  folks.  Usually  that  information  was  for  today’s  date,  plus  tomorrow’s 
schedule.  Sometimes  we  obtained  a  five  day  forecast,  which  was  used  in  the  deployment 
charts. 

4.  Highway  operations  :  The  best  source  of  this  information  was  1st  TMCA  reports. 
Those  reports  provided  the  unit  name,  ULN,  travel  times,  number  of  PAX,  commercial  vs. 
military  convoy,  and  the  number  of  vehicles.  To  obtain  STONS,  an  average  of  20  STONS 
per  veMcle  was  applied.  When  adding  convoys  to  our  data  file,  a  check  was  made  to 
insure  that  the  unit  hadn’t  already  been  shown  as  leaving  by  some  other  means  of 
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transportation.  The  information  gathered  was  for  that  day's  activities  and  the  next  day. 
Forecasts  for  more  than  one  day  were  not  available. 

5.  Rail ;  1st  TMCA  compiled  a  movement  schedule  which  showed  mission  number, 
railhead,  destination,  unit  name,  ULN,  departure  and  arrival  times,  number  of  PAX,  and 
STONS,  along  with  various  other  information.  Several  times  we  received  this 
electronically  as  an  excel  file  and  was  an  excellem  source;  however,  the  file  was  iK>t 
received  consistently.  Another  source  was  2 1  st  TAACOM’s  powerpoint  briefing  slides, 
which  contained  similar  data,  but  sometimes  less  than  required  detail.  A  third  source  was 
the  charts  extracted  fi'om  the  VTC  briefings,  provided  by  the  USAREUR  Forward  team. 
They  contained  some  valuable  information,  especially  actual  arrival  times  for  the  many 
missions. 


Observations:  Summaries  from  the  ORSA  Logs 

1st  TMCA  built  a  movement  plan  from  the  validated  TPFDD  with  the  number  of  trains, 
planes,  etc.  required  based  on  the  deployment  dates  provided  in  the  TPFDD. 

TPFDD  changed  over  time,  as  it  was  refined  and  then  validated.  One  significant  event 
was  the  compiling  of  a  3,000  RSOI  package  for  the  combined  NSE/LOC. 

The  early  rail  movement  was  hampered  firom  the  &ct  that  all  required  diplomatic 
clearances  were  not  obtained.  This  resulted  in  a  slow  start  and  initial  railhead  congestion. 

Inability  to  offload  the  trtins  in  a  timely  fiishion  at  the  ISB,  Hungary,  resulted  in  the 
stoppage  of  rail  movement  and  subsequent  delay  of  the  delivery  of  equipment  and  troops. 

A  goal  of  validating  all  ULNs  at  least  7  days  before  th^  must  move  was  not  reached 
until  the  first  month  of  deployment  was  finished.  Then  movement  was  switched  from  the 
call  forward  being  based  on  the  latest  arrival  date  (LAD)  to  the  earliest  arrival  date 
(EAD).  For  a  short  period  (~3  days)  some  units  were  caught  unprepared  since  they  were 
called  forward  S  days  earlier  than  expected. 

DCSPER  wanted  to  be  notified  as  soon  as  possible  so  that  th^  could  get  their  PAS 
team  on  site  to  account  for  the  people.  That  happened  only  rarely  for  the  first  3  weeks. 

Ops-Plans  provided  ORSA  some  printouts,  segregated  by  force  package  as  much  as 
possible.  Received  separate  printouts  for  NATO  Enabling  and  Initial  Entry  force 
packages,  as  well  as  the  NSE  portion  of  the  21st  TAACOM.  The  rest  of  the  force 
packages  Strike,  LOG,  and  the  NSE  portion  of  USAREUR  forward)  were  lumped 
together. 

Actual  movement  began  on  10  Dec  95,  with  most  of  the  early  movement  based  on 
NATO  Enabling  force  deployment.  Data  reported  on  actual  movements  was  sparse.  Data 
collected  was  for  both  Central  Region  deployment  and  for  CONUS  Augmentation. 
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Initial  deployment  charts  which  ORSA  developed  had  links  between  the  excel 
spreadsheets  and  the  powerpoint  slides.  However,  the  charts  were  not  maintaining  their 
links,  causing  a  significant  amount  of  re-work  each  time  the  charts  were  printed.  The  links 
were  finally  abandoned  for  a  new  and  more  reliable  process.  A  macro  was  developed, 
paxston,  which  summarized  the  data  in  the  ALLFORCE  spreadsheet  aiul  copy  it  to 
the  clipboard,  which  then  was  used  in  the  powerpoint  chart.  Worked  slick  as  mud. 

A  second  macro  was  developed,  called  personal.xls,  which  did  the  same  as  the  macro 
paxston,  except  it  copies  the  CONUS  Augmentation  data  and  prepares  them  for  copying 
to  the  powerpoint  charts. 

After  a  week  of  tracking  deployments,  we  held  a  meeting  with  the  force  trackers  and 
the  ops  planners.  Reviewed  what  each  was  doing  in  an  attempt  to  elurunate  any  duplicate 
effort  and  to  refine  the  process.  Cleaned  up  the  force  trackers  data  base  and  supplied 
them  with  force  package  data.  After  woridng  with  them  and  their  data  base  for  several 
days,  it  was  determine  that  their  dau  would  not  provide  us  the  quick  summary  required  to 
develop  the  deployment  charts.  We  still  shared  information,  but  ORSA  developed  their 
own  data  base  which  could  provide  us  an  audit  trail  for  the  deployment  charts. 

Developed  a  spread  sheet  specifically  for  providing  a  detailed  audit  trail  for  units 
deployed.  Obtained  detailed  ^ta  for  all  the  units  associated  wdth  the  NATO  Enabling 
force,  and  updated  that  as  units  deployed.  CAT  chief  decided  against  doing  that  fiar  the 
other  force  packages.  We  were  able  to  answer  many  questions  with  the  information 
obtained  about  the  NATO  Enabling  force  deployment. 

For  the  first  week  of  tracking  dq[>loyment,  data  concerning  military  and  commercial 
convoys  was  not  available.  As  the  deployment  progressed,  the  information  became  more 
available,  but  never  thorough. 

As  a  quick  check  on  how  well  we  identified  units  to  force  packages,  we  compared  P  AX 
numbers  with  the  designated  caps  for  the  force  packages.  If  they  were  significantly 
different,  then  a  review  of  the  match  ups  was  performed. 

The  chart  for  the  Task  Force  Eagle  and  for  the  total  force  were  not  developed  until 
some  of  the  force  packages  were  nearing  closure.  Then  the  emphasis  changed  to  NSE, 
LOG,  and  finally,  TF  Eagle.  TPFDD  requirements  for  TF  Eagle  were  identified  as  all  the 
requirements  which  were  not  previously  identified  as  being  associated  with  another  force 
package.  Over  time,  that  process  was  reviewed  and  refined,  in  order  to  more  accurately 
identify  the  force  package  with  the  units. 

When  plotting  the  TPFDD  requirements,  we  observed  an  extremely  large  requirement 
for  the  23rd  Eng^eers,  reported  it  to  the  TPFDD  planners,  and  the  problem  was 
corrected. 
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Used  the  data  to  satisfy  a  request  from  DA.  Request  was  to  predict  how  many  soldiers 
would  be  deployed  on  25  Dec  95.  The  answer  which  we  developed  was  provided  to 
EUCOM  through  the  CAT  PER  rep. 

EUCOM  had  interest  in  our  deployment  charts.  A  EUCOM  representative  spent  a 
morning  here  reviewing  our  methodology. 

DCSENGR  used  the  deployment  charts  to  project  initial  housing  requirements.  They 
needed  that  critical  data  as  they  were  developing  a  schedule  for  the  construction  of  the 
base  camps. 

Note:  See  lessons  learned  sections  for  a  wrap  up  of  the  experience  of  bang  part  of  a 
process  that  was  minimally  defined  at  the  beginning,  and  developed  before  our  very  eyes. 
A  process  that  still  needs  improvement. 
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Estimate  of  Deployed  Forces  (Army)  by  25  Dec  95 


A  request  came  in  from  EUCOM,  asking  for  the  estimated  n^er  of  Army  troops 
which  wiU  be  deployed  in  the  Hungary,  Croatia,  B-H  area.  This  number  is  to  be  passed  on 
to  the  SECDEF  for  his  brief  to  the  President.  We  estimated  that  14,600  Anny  personnel 
will  be  deployed  by  25  Dec  95.  We  derived  the  estimate  as  follows: 


Using  the  4243E  OPLAN,  as  of  13  Dec  95,  we  added  the  number  of  PAX  for  each  force 
package  with  latest  arrival  time  less  than  or  equal  to  25  Dec  95.  Results  were. 


NATO  Enabling  496 
NSE  3,117 

Strike  902 

Initial  Entry  1,341 

LOC  1,230 


Total  7,086 


The  TF  Eagle  force  package  is  not  available  tince  it  is  a  combination  of  the  ‘E’  and  the 
‘B’  plan;  MAJ  Chung,  force  tracker,  understood  what  I  needed,  but  was  unable  to 
provide  me  any  useful  information  which  would  allow  me  to  estimate  the  number  of 
troops  deployed.  Therefore,  I  estimated  the  number  of  TF  Eagle  troops  deployed  as 
follows: 

Total  troops  in  TF  Eagle  is  approximately  15,000,  and  were  planned  to  deploy  over  a 
34  day  period.  Given  that  G-day  is  15  Dec,  the  &st  10  days  of  deployment  is  considered. 
Assuming  that  the  U.S.  wants  to  make  a  “show  of  force”,  I  assumed  that  50%  of  the 
troops  would  be  deployed  during  the  first  10  days  after  G-day.  Those  troops  (50%  of 
15,000  =  7,500)  would  be  in  Hungary  at  the  ISB,  enroute  to  B-H,  or  at  thw  final 
destination. 

The  estimate  of  the  troops  deployed  by  25  Dec  95  is  then  computed  as 
7,100  +  7,500=  14,600 

This  was  explained  to  LTC  Behnke  and  he  approved  it.  I  explained  it  to  the  PER  rep  on 
the  CAT,  and  he  relayed  the  information  to  the  contact  at  EUCOM  (LTC  Gaylin, 
Command  Director,  ETIC,  DSN  -8906). 


Norm  Trier,  ORSA  Cell 
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UNIT  FLOW  &  BASE  CAMP  CONSTRUCTION 


1.  SPONSOR:  CINC 

2.  OBJECTIVE;  Analyze  the  flow  of  forces  into  Bosnia-Herzegovina  to  determine  if  it 

established  sufficient  force  to  Monitor  Zone  of  Separation  and  implement  treaty  relative  to  Zone 
of  Separation.  Additionally,  determine  if  it  is  synchronized  with  the  base  camp  construction 
schedule. 

3.  BACKGROUND:  Senior  Leaders  were  not  comfortable  with  the  current  base  camp 
construction  schedule  and  how  it  supported  the  flow  of  forces.  CINC’s  Initiative  Group  and 
ORSA  Cell  worked  together  to  analyze  the  problem  and  develop  recommendations. 

4.  DISCUSSION: 

a  CINC’s  Initiative  Group  analyzed  the  TPFDD  and  discussed  the  planned  flow  of  forces 
with  USAREUR  Forward.  They  developed  a  series  of  timeline  charts  that  depict  the  flow  of 
units,  numbers  of  soldiers  and  base  camp  construction  schedule.  See  Annex  1 

b.  ORSA  Cell  met  with  DCSENGR  to  .get  details  on  the  base  camp  construction  schedule 
ORSA  Cell  developed  a  PERT  Chart  using  information  from  DCSENGR,  USARELTl  Forward, 
and  DCSOPS-CIG.  See  Annex  2  for  the  task  list  and  Gantt  chans. 

c.  PERT  Chart  was  used  to  show  the  relationship  between  the  flow  of  forces  into  Bosnia- 
Herzegovina  and  building  thirteen  base  camps,  and  to  determine  whether  or  not  units  \\  ould  meet 
prescribed  goals  for  closure. 

5.  RESULTS: 

a.  PERT  Chart  clearly  identified  the  critical  path  and  long  pole  of  base  camp  construction 
Construction  will  lag  arrival  of  soldiers  by  approximately  three  weeks  It  illustrated  the  tight 
timelines  and  critical  relationship  between  construction  units,  units  that  secure  and  check  the  area 
for  mines,  base  camp  construction  schedule,  requirements  for  construction  materia!  and  tents,  and 
when  units  would  be  able  to  move  into  a  base  camp.  See  Armex  3  for  PERT  Diagram  Analysis 
Chart  with  3-5  CAV  Timeline,  and  ORSA  Cell  reference  paper. 

b.  Recommendation  included;  de-link  the  3-5  CAV  from  the  bridge  crossing;  expedite  some 
Engineer  units  involved  in  clearing  sites  for  base  camps;  start  moving  Force  Provider  to  Tuzla  as 
soon  as  the  bridge  opens;  and  expedite  the  procurement  and  delivery  of  construction  material. 

c.  PERT  Chart  was  briefed  to  all  Senior  Leaders  and  posted  in  the  CINC  Huddle  Room 
CoS,  DCSOPS,  DCSENGR,  PARC,  and  DCSLOG  all  thought  the  project  was  very  helpful 

d  DCSENGR  used  the  PERT  Chart  to  track  the  progress  of  base  camp  construction 

6.  STATUS:  Briefing  to  CoS  &  DCSOPS  -  26  Dec  95 

Briefing  to  DCINC  -  27  Dec  95 
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ANNEX  1 


TIMELINE  CHARTS 
FOR  UNIT 
MOVEMENTS 
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•  Engr  Bde  (Cbt  Engr  Bn  with  MGB  Co) 

•  Forward  Logistics  Element  from  DISCOM 

3  Feb:  DISCOM  HHC,  MSB,  and  Signal  Bde  SYSGON 
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Interior  Sector-  Last  Units 
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ANNEX  2 


TASK  LIST 

for 

UNIT  FLOW 

and 

BASE  CAMP 
CONSTRUCTION 


Unit  Row  &  Baso  v^mp  Constrticlion 
3  Fob  96 


Unit  Row  &  Base  Camp  Construction 
3  Feb  96 


Unit  Row  &  Base  •^inp  Construction 
3  Feb  96 


Unit  Row  &  Basft  (jamp  Construction 
3  Fob  96 


Unit  Row  &  Baste  ^dimp  Construction 
3  Feb  96 
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ORSA 

REFERENCE 

CHARTS 


3-5  CAV  Timeline 
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Accept  3-5  CAV  (-)  at  ISB: 

-  B  Co  and  Bn  HQ  element  offload  29  Dec. 

■  A  Co,  D  Co,  HHC  offload  30  Dec. 

•  Tank  Co  &  remaining  HHC  offloads  31  Dec. 


Quick  Reference  Sheet 
as  of  260800DEC 


SeaBees 

Ready  Date 

Red  Horse 

LOGCAP 

Ready  Date 

Hannon 

10  Jan  96 

Tuzla  Main  (#2) 

10  Jan  96 

Lucovac  (#5) 

19  Jan  96 

24  Jan  96 

Tuzla  West  A  (#3) 

16  Jan  96 

2nd  BCT  BOB  (#6) 

29  Jan  96 

1st  BCT  FOB  A 

8  Feb  96 

Tuzla  West  B  (#7) 

23  Jan  96 

2nd  BCT  FOB  A  (#9) 

16  Feb  96 

24  Feb  % 

10  Feb  96 

2nd  BCT  TOBBiHU) 

16  Feb  96 

Blue  Building  (#13) 

10  Feb  96 

Camp  Harmon  ready  date  affected  by  critical  path  of  SeaBee  arrival  dale  and  transport  of  construction  materials. 


1st  BCT  BOB  r^dy  date  delayed  from  24  Jan  to  29  Jan  by  transport  of  construction  materials,  and  arrival  of  23  ENG  area 
proofing  team.  SeaBees  on  ciiti^  path  if  materials  can  be  shipped  sooner  and  23  ENG  can  be  there  sooner. 

1st  BCT  FOB  A  ready  date  delayed  from  8  Feb  to  15  Feb  by  arrival  of  SeaBees. 

1st  BCT  FOB  B  ready  date  delayed  from  24  Feb  to  2  Mar  by  arrival  of  SeaBees. 

Tuzla  Main  ready  date  affected  by  critical  path  of  Red-Horse  arrival  date  and  transport  of  construction  materials. 

Tuzla  West  A  ready  date  affected  by  critical  path  of  Force  Provider  materials  and  Red  Horse  arri\  a] 

Tuzla  West  B  ready  date  affected  by  critical  path  of  Red  Horse  arrix  al. 

Tu^a  East  ready  date  affected  by  critiral  path  of  Red  Horse  arrival. 

Lucovac  ready  date  affected  by  critical  path  of  LOGCAP  arrival  on  site. 

2nd  BCT  BOB  ready  date  delayed  from  29  Jan  to  1 1  Feb  by  arrival  of  40  ENG  area  proofing  team  and  tiic  airival  of  the  3- 
4  CAV  to  secure  the  area. 


UNITS: 

2-3  FA  on  a  critical  path  to  arrive  and  be  prepiared  for  mission  by  19  Jan.  One  for  one  slippage  for  each  day  unit  is 
delayed. 

40  ENG  set  in  sector  date  of  24  Jan  does  not  meet  the  19  Jan  requirement  to  execute  peacekeeping  mission.  Need  to  try  to 
move  unit  sooner  or  shorten  travel,  RSOI,  or  set  up  times. 

46  FSB(-)  FEE  set  in  sector  date  of  24  Jan  does  not  meet  the  19  Jan  requirement. 

123  MSB  set  in  sector  date  of  27  Jan  does  not  meet  the  19  Jan  requirement. 


F-42 


Base  Camps 


Hannon  Cap=1100 

(SeaBees  -SeaBees) 

586  AFB  16  ENG 

3-5  CAV  (Initial) 

1st  BCT  BOB-  Kime  Cap=1800 

(SeaBees  -  Contract  Material) 

IBDEHQ  +  SIG  94  ENG 

1-1  CAV  501FSB(-)FLE 

B/23  ENG  2-3  FA 

Tuzla-Main  Cap=1800 

(Red  Horse  -  RH  Material) 

DIV  MAIN/TAC  1 8  SIG  BDE 

3-325  18  MP 

793  MP  B/25  FA  (TAB) 

1st  BCT  FOB  1  -  Summerall  Cap=1200 

(SeaBees  -  Contract  Material) 

3-5  CAV 

Tuzia  West  A  Cap=1200 

(Red  Horse  -  Force  Prorider-2  sets) 

2nd  BCT 

ENG  BDE 

DIV  Troops 

1st  BCT  FOB  B  -  Samurai  Cap=1200 

(SeaBees  -  Contract  Material) 

4-67  AR 

Tuzia  West  B  Cap=1200 

(Red  Horse  -  Force  Prorider-2  sets) 

4-12  Inf  18MP(-) 

3-4  CAV  4lh  Bdc 

2nd  BCT  BOB  Cap=1800 

(LOGCAP) 

40  ENG 

4-67 

47  FSB 

Tuzia  East  Cap=1800 

(Red  Horse  -  Contract  Material) 

DIV  Troops 

2od  BCT  FOB  1  Cap=1200 

(LOGCAP) 

4-12  INF 

Lucovac  Cap=1800 

(LOGCAP  -  Force  Prorider-2  sets) 

DISCOM 

MSB 

2nd  BCT  FOB  2  Cap=1200 

(LOGCAP) 

2-68  AR 

Blue  Cap=1800 

(LOGCAP) 

30  MED 

16CSG 
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BOARD 

PROCESS 


MOVEMENT  BOARD  PROCESS 


1.  SPONSOR;  DCSOPS  -  CINC’s  Initiative  Group 

2.  OBJECTIVE;  Describe  the  USAREUR  Movement  Board  Process  for  COL  Doggins, 
CINC’s  Initiative  Group  in  preparation  for  brief  to  CINC. 

3.  BACKGROUND;  USAREUR  Movements  Board  was  started  in  mid  December  to  Review 
and  Verify  future  (6  days  out)  Planned/EUCOM  validated  TPFDD  movements.  The  goal  was  to 
determine  and  evaluate  proposed  changes,  prioritize  required  movements,  and  update  the 
TPFDD,  Updated  TPFDD  is  then  used  to  generate  improved  air  and  rail  schedules 

4.  DISCUSSION:  LTC  Lally  attended  several  USAREUR  Movement  Board  meetings  and 
interviewed  key  personnel.  Results  were  used  to  describe  the  process  in  a  chan 

5.  RESULTS: 

a.  Charts  were  developed  that  illustrated  the  process  and  identified  key  players.  Copies  given 
to  COL  Doggins,  CIG,  and  COL  MacHamer,  New  Chairman  of  USAREUR  Movements  Board 
See  attachment  for  charts. 

b.  Two  recommendations  made  to  Chairman  of  the  USAREUR  Movements  Board 

(1)  Generate  a  message  to  21st  TAACOMTst  TMCA  via  STACCS  that  prioritizes 
required  rail  and  highway  movements,  and  describes  all  changes,  (An  air  message  w  as  already 
being  sent  via  JOPES  Teleconference  to  EUCOM  J4-JME.)  Implemented. 

(2)  Include  DCSLOG  and  DCSENGR  as  regular  members  during  the  Base  Construction 
Phase.  Implemented. 

6.  STATUS:  Project  completed  21  Dec  95. 
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DEPLOYMENT  POPULATION  PROJECTION 


1.  SPONSOR:  Director,  Crisis  Action  Team 

2.  OBJECTIVE;  Project  the  number  of  deployed  personnel  in  Hungary,  Croatia,  and  Bosnia- 
Herzegovina  over  time.  Predictions  are  based  on  key  treaty  implementation  dates. 

3.  BACKGROUND:  EUCOM  and  DCSPER  were  constantly  being  bombarded  wth  requests 
for  predictions  of  number  of  personnel  downrange  on  any  given  date.  ORSA  Cell  developed  a 
quick  methodology  for  predicting  the  deployed  population  over  time. 

4.  DISCUSSION: 


a.  Treaty  implementation  required  unit  deployment  by  key  dates.  See  Annex  1 . 

b.  CINC’s  Initiative  Group  analyzed  the  TPFDD  and  discussed  the  planned  flow  of  forces 
with  USAREUR  Forw'ard.  They  developed  a  series  of  timeline  charts  that  depict  the  flow  of  units 
and  the  total  number  of  deployed  soldiers.  See  Appendix  F,  Annex  1 , 

c.  DCSPER  reports  actual  personnel  deployments  daily.  See  Annex  2  for  an  example 

d.  Assumptions  and  methodology  used  to  make  projections  is  attached  at  Annex  ? 

5.  RESULTS: 

a.  Provided  projection  chart  and  methodology  to  EUCOM  and  DCSPER  with  the  cax’eat  that 
the  methodolog>'  was  a  reasonable  way  to  project  deployment  populations  7  to  14  da\  s  into  the 
future.  The  chart  did  a  good  job  of  projecting  trends,  ie  increasing  numbers  of  personnel  in  an 
area,  or  the  fact  that  an  area  had  reached  a  steady  state  and  inbound  roughly  equaled  outbound 

b.  Actual  deployment  forecasts  for  number  of  personnel  in  Hungary'  and  B-H  was  reasonable. 

c.  Forecasts  for  number  of  people  in  Croatia  was  never  accurate.  USAREUR  FWT) 
continually  discussed  reducing  the  number  of  personnel  at  Camp  Hannon,  but  the  drop  in 
personnel  staying  at  Camp  Harmon  did  not  occur  until  the  end  of  the  deployment 

d.  Chart  was  used  at  action  officer  level  to  track  actual  numbers  and  support  estimates  on 
future  numbers. 

6.  STATUS:  Chart  was  maintained  daily  until  approximately  15  Jan  96.  See  Annex  4  for  chans 
from  5  Jan  96  (Initial  Projection)  and  19  Feb  96  (Actual  deployment  numbers).  The  nexi  page 
shows  a  comparison  of  the  5  Jan  96  projections  versus  actual  deployment  population^ 
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Comparison  of  Projections  vs.  Actual  Deployments 
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Projecting  Deployment  Populations 

1  A  methodology  to  project  deployment  populations  is  described  below.  The  methodolog)' 
provides  a  reasonable  way  to  project  deployment  populations  7  to  14  days  in  the  future. 

2.  A  chart  showing  deployment  numbers  for  Hungary,  Croatia,  and  B-H  was  developed.  Actual 
data  through  the  current  date  are  plotted  with  values  extracted  from  the  DCSPER  daily  charts  for 
each  of  the  three  countries.  Projections  are  based  on  reaching  these  specified  interim  goals  by 
applying  an  average  number  of  PAX  entering  B-H  each  day,  until  the  cap  is  reached. 


GOAL 

DAY 

7,900 

14  Jan 

11,250 

23  Jan 

19,100 

18  Feb 

See  attached  charts  from  DCSOPS-CIG  for  how  the  goals  were  determined 
3  The  follow'ing  assumptions  were  made: 

a.  The  total  number  of  PAX  in  Hungary  would  remain  at  approximately  6500  until  near  the 
end  of  the  deployment. 

b.  The  number  of  PAX  at  Camp  Harmon  (located  in  Croatia)  would  draw'  down  to 
approximately  1600  PAX  and  would  remain  at  that  level  until  near  the  end  of  the  deplovment. 

This  represents  approximately  850  people  needed  to  run  the  camp  and  maintain  the  bridge,  with 
the  rest  of  the  PAX  being  in  transit.  Once  the  flow  of  the  troops  has  quit,  the  personnel  located  at 
Camp  Harmon  would  be  reduced  to  the  850  who  run  the  camp  and  maintain  the  bridge 

c.  The  number  of  PAX  in  Croatia  for  the  NATO  Enabling  Force  is  approximately  280  and  will 
remain  at  that  level.  This  number  was  settled  on  after  review-  of  the  DCSPER  charts  and  the  30 
Dec  TPFDD.  The  DCSPER  numbers  varied,  but  seemed  to  be  converging  on  the  number  of  PAX 
identified  in  the  TPFDD  (280). 

d.  Based  on  b  and  c  above,  the  number  of  PAX  in  Croatia  will  draw-  down  to  approximately 
1880  for  most  of  the  deployment,  and  then  would  be  reduced  to  1130  (850  +  280)  for  the  steady 
state. 

e.  The  total  deployment  figure  to  all  countries  is  23,730. 

f  It  was  assumed  that  the  number  leaving  the  ISB  in  Hungary  would  be  replaced  with  an 
equal  number  of  people  coming  from  the  Central  Region.  This  would  continue  until  a  total  of 
23,730  is  reached.  At  that  time,  the  number  of  PAX  at  the  ISB  would  be  systematically  drawn 
down  until  the  remaining  population  of  3,500  is  reached.  That  remaining  population  is  necessaiy' 
to  run  the  sustainment  operation  at  the  ISB. 
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Projecting  Deployment  Populations  (Continued) 


g.  It  was  assumed  that  the  number  leaving  Camp  Harmon  would  be  replaced  with  an  equal 
number  of  people  coming  from  the  ISB.  This  would  continue  until  no  further  PAX  arrive  from 
the  ISB.  At  that  time  the  population  at  the  camp  would  be  reduced  to  the  steady  state  level. 
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Deployment  Population  Projection 
_ (Estimate  As  of  5  Jan  96) 
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